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THE ROLE OF COMMUNICATION DEPARTMENTS INTRAINING THE TRAINERS:
SuggestiOns for Improving Preparation' of Practitioners

Linda'L. Putnam -- Purdue University.

As an ins uctor of organizational communication, I frequently encounter
! ,

undergraduate and graduate majors whd are preparing for careers in organizational
- a ..1

../,,

:training and development. Even though I have servedas a communication
e

. t.consultant for several organizations, I feel somewhat baffled when asked

what do communication trainers do?' Thus when I agreed to preent
4

.t
suggestions for,improviftg the, preparation of communication trainers, I, decided

to conduct a survey on what trainers actually do. a

More specifica4, this investigation attempted'to discover how organiza-
.

. tional trainers carry out two principal functipAs: 1) selecting topics,

teaching, and evaluating communication seminars and 2) diagnosing and managing

. ,

communication problems which occur within the organization. This survey then

s...
1

.

aimed-to discern the functions and general competencies of communication

limed
and his paper.presents the resdlts o,f this study in conjunction with

..f.

specific recommendations for improving the reparation of communication trainers.
.

Earlier survey research.on the role of communication-trainers concentrated

on public ,speaking s ills4KAapp, 19.69; Hic , 1955) . In,a more recent investi4s-:

tion, SussmA and Leri (1976) surveyed in -house trainers to discover
.

the impdrtance of such,communication skills :as interviewing, group discussion,

listening, and, nonverbal communication; to ascertain the target grOups_of

,training programs; and to determine the attitudes of practitioners toward

:communication training. Thetstudy I conducted, unlike previous research, focused on
4

.

. a trainer's'role; 1,n th tit attempted ti.discern what communication trliners.
-.-

.. -

.
...C.

. , ,do and how they perform their teaching and consulting functions.
4

,. A. 4 , .

,e/
i

Procedures k

.--,.., ' 0
..,.... ' '' To collect for this study, I'mailed

s

questionnaires to a stratified
.

-.-

,.,''.,,,
, , s

. ''; ratidom-sample of bhe Southern Minnesota Chapter of AmerIcan Society of Training
0 ,. ,. , , .

. k ,

' .":' '

. -,

. . f.2', 3
, ... .
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I
andDevelopment (ASTD). The sample consiated'of in-house trainers, ,personnO.

.

4 ,

generalists,.and external consultants drawn(from two groups: 1) those who

were with'a staff of at least five or mor /trainers and 2) those who worked
. ,

4 with less than five traiArs.. Ifeltithat size orthe training staff:might

affect the depth and breadth of trainer's functions.

I used a random numbers table to select the 2C8;suhjects included:in,this
, 4

sample. The questionnaire was mailed to 115 ASTD

companies wish a'smaller training staff and 4o 93

members who worked in

subjects employed in the

larger training departments.. A total of 14b different, organizations. and
i . '

..%

sconulting firms were included in the sanip , For large organizations with
4:,'.*-

semi-autonolous divisions and seliardte training departments, I included two'
. ,A i ';7 ', ,

or three training employees in the,durvey.

Since this sample represented meMb rs of a professaonar(association dral4n

from a regional rather than a national roster, several commentsshould' be made

on the generalizability of this study. ',First, ASTD is theodajbr professional

association for organizational trainers, consultants and human/fres:purge

developers. It is a non - profit prganization designed to' promote the'profesonal

f.!

dhapieFs. Tile `
.

4,

t.:1104te likelihoodll.

. - .,,,t

that its members gre,representative of the larger population
a7
of trainers and

.

growth and competence of its 16,500 members in over 100 local

diversity of its membership and its nationwide appeal attests

.

developers. . v.-. ' .

The outhern Minnesota Chapter has 500 members whO work in Azlivetse businesses,
i

, , ,---

... . ., 7
., .

.

,

i

government organizations, educational institutions
.

and service centers. Most .
-
. .

.
,. ),, .

of its members are employed in the Minneapolis-St. Paul' area, a .10Cale which

headquarters a number of large, conglomerate computing' firms, focid processing
a .'

.

' P .... .-

industries, and vanufacturing corporations., As a regional association, this
.

,

f

chapter may be atypical in its ex6ellence4in programMing and its membeahip'.
., . %.

4
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growth. However, its members are employed ty organizations that seem representative-

of those in other parts of the nation.
_Jr\\

The survey forM consisted of twenty-four questirdns with multiple sub-parts.

The questions were divided into the following areas:

k
1. Seven of-them focused on the trainer's role as instructor and addressed

such issue, as thecdmmunication topics, objectives, and evaluation'
procedures employed in communication work hops;

4

2. Four questions explored how trainerslear ed about organizational
communication problems and how they diagnosed and managed these
issues;

3. Two questions asked respondents to rank the skills that are necessary
for successful instruction of communication seminars and for effective
managmene of communication problems;

4. Another question asked trainers 6 rate-the importance of six
suggestions for improving colleae preparation of trainers and
consultants; and 4k f

/

/

5. Ten questions tapped'backgrouttd and demographic information from
trainers.

Results

In preparation for thisp per, I analyizad data from 57 questionnaires.O

This number represented a 28%, return rate, which was below the acceptably

35 to 50% respOnse for mail questionnaires k(SelitiZ, Wrightsman, Cook, 1976)

.

I conducted a follow-up campaign urging respondents to return the survey and

I've received some additional forms; thus ttle_ findings reported in this
mg.

paper are tentative rathet than conclusive.

These 57 surveys represented 54 different organizations; fOur of them

were private consulting firms. Eighteen ofthe 54 were drawn from trainers,

in larger dep,riments while 29 -came from respondents employed in the smaller

:

training programs. Table 1 presents a breakdown of frequencies and peraentages.-
,

of responses by type of organization.
. .

.r. (
. 4/

Ten questions on the survey concerned demographArinformation about the,,

.trainers and their respective Organizations. The typical respondent was a ,

A

training and development practitioner (68%) from, an organization of 300.5o

5

.
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$,000 ,employees (58) and 'from a training and development staff of two to eight

.10

people X47%). The typical trainer rang ed in. age',froiri 25 to 35 (44%) had an

advanced degree'or gradUae work toward a degree'(81%; 54% had either a Masters

or a Doctoraterdegree); took one to three college Courses in speech-communication .

(42%3 23% of the respondents 'either majored or mindred in speech-commuOication),4
, .

e

Li-
.

. . ,

. .

had 'no coureotk injournalism '06%), and took four to si.college classes in
......

, A

English atb': Hence, the respondents included in were youngell- \ '.

, , .
.

'

.

-,
1 .

educated with college coursework in oral and written communication and

employed as a_trainidg and developmPent practitioner for a moderate -size organ-

..

/

`ization. ,- -

I
.

-

In addition to this demographic data, each practitioner estimated the

. C I

percentage of training programs.in his department devoted to communicatio6\ t

issues and assessed the relative importance ocorganitational communicationi. .

. .
.

. /
.

program§ in the activfties of his department. Estimates .ranged from less than
', --

; 5% to more than 50rgf the training programs devoted to communication topits.
Zg.

Communication prograits constituted-an average of 20% of theeraining departments'

e:m?e;f
.

activities; hcpeyew twelve trainers estimated that more than 50% of their. --

programs included 'communication topics. Further:W*1a, 82% of therespotndents
.

le

i .

,--- '
. ,

rated-communication as important or very important in Weir company's training
..

. \
functions. These findings"parallel'those of Wasxlik, et. al. G1976) in that

a

-
majority of practitioners in this study also'regardedcommunicatio n

. training as a vital element in their organizational development programs.

,.......

.
To gain further insights About thi'demuraphic'data% I conducted an

exploratory study on the 'relationship among-these variables. More l'ecifically
- .

_i r ,.
,.

I ran nine two-way2Chi-Square contingency tables between each independent variable
, , (..,

(percentages of-programs' on communicatiOn.topics,.i6p'brtance of communication
... .

.1

1 training, and speech-communiCatiOn education) and each dependent variable
t NI N. ,.

(size of ,'organization size oftrainingsta0,. and'highest level of formal
4 1. ft

,.

' . . .

.* .
0

, . V
Of'

..
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educationk. The appendix of this paper contains details on the size of
--

Ni
tables and on tests of significance. Since this analysis was exploratory in %

nature, the results presented in this .paper are probative and subject.to. '
/.

further analysis. .Orgehiutional siie was no 'significantly associated with

any of the three independent Measures. But the
,
size of a company 's training

staff "was significarrtly related to the percentage of programs on communication

issues, the importance' of organizational it'ommun tion, and speech -communica0.pn

education. It appeared that larger -sited training departments placed greater

. - -

emphasis on communication training and had more formal speech-comunication
'

.

1

education than did smalleY-siie:training-staffs. Additional tests are needed,

however, to determide the overlap between pairs of.reIationsilips and tp

4,

eseithate the extent of linearity present in these associations. The third _

-
. ,,

8
. ,

dependent measure, formal education, was Significantly linked with_ importance of

communicatIczn ana' With speech-communication_education. Relponderits with more
..

formal education perceivd commUpication'tralning apjflore important In their

programs than did traders yith less formal education. -0
/

Seminars, Workshops, and Cou4rses.on Communication Topics

Question 1

Question 1 presente4 a,list of thirty-four topic areas freqUently. .covered

in organizational communication classes. Trainers were:askedto indcate.whieh.
\

e

- .., $
.

. A., I.,, .

i

.communication,popics were ,,included or have'been included in seminaOtworkshdps,
$ .'

.
. ,7t. . .' .

'

and after-hour cburses offered by their staff. A.'yes' response meint'ihat a .-

respondent ether taught aspecialize'd workshop on thiS topic qr incZudedit
,

',as a unit in 4r1 introductory communication courses This list pt-t.oioica

represented a.daparture from those included in previouSsu'rveys in that ir

-encompdsed a ,broader and more specific:. array of organizational COmmuni6;tion
.- 41,, . - A

areas.

O 1



Table 2,presents the percentage of .'yes' responses for each topic. These

topics clustered.into eight communication categories': 1) interviewing,

2) interperson44pommunicatiOh skills, 3> leadership communication, 4) message

flow and dissemination,'5) communication climate,,6) presehtational speaking,

7) written communication and 8) grOuo communication.' Leadership (6$%) and'.

interpersonal. communication (60%), wei.g the two categoiies that reCE1.32.ed the

highest.peicentage of affirmative responses: The six topic areas that were

.,-

taught most frequently by yractitioners,were motivating people 66%),

-performance appraisal interviews (81%), delegating authority.(74% ), partic- ipatory

decision making (70%), communicator style (68%); and listening (67%).' A

-central here. which unified these topics was an emphasis on interpersonal

and dya ic relationship skills. *-
110k

Topics geared toward perfOrmance skills; e.g., sales training (44 %),

persuasive speaking (26%); preparation Of technical reports (39%), as 'well as

message flow and dissemination, e.g.,; upward and downward communication (46%,

....1.. ,

.
, ,

. .

47%), sufficiency of information-(25%), received a. moderate to low, frequency of

endorsement.

I
Research on the most salient and the troublesome organizational

J . .

. .

communication skills evinced a corresponding emphasis on leadership and inter -
.

V
. 9

irsonal' communication. DiSalvo, Larsen-and Seiler (1976) asked 170:business
r

14

a mininstration graduates who tTorked in entry-level jobs to rate ten communication
`,.

iniportance for achieving success in business. Rmploy'ees-"-- skills 4in terms of their -

rated listening, routine

.

important skills, regard]:

1
information exchange, and advising as the three most

ess of whether responptiens were communicating with

a superior, with a subordinate, Or. within or outside of the work group.

Similar .'exults were, reporpl. in Wasylik, et.al., study (1976) of in-house
.

., .' .
.

trainers;, the majority of practitioners perceived listening and inte rviewing
.

.
.

as the most imporiant,communication 'skills. Hanna and Wils n (1977) redefined
____..

..,

..
. .

some of the ten communicatiOn skills used in the DiSalvo study and asked -

f

4e
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of.

A r

fifty managers to rank their most t ublesome conimunication skills. Again,

the/most troublesgme skills were .the leadershig/and ir4erpersonal

mdtivating people, delegating authority, and listening. Note that these same,

skills emerged, in my study, as three of the six communication topics that were
.

-) most frequently taught by trainers.

This consistent emphasid on,interpersOnal an leadership'behaviors

coupled with a de-emphasid on performance skills across diverse samplis and

'research, studies suggested that trainers have adapted their programs to the

perceived needs of their clientele. In essence, the commun4catiOn skillshat

the majority of practitioners included in their,prograns were reported as

the most importairt.skills for success in business (DiSalvo, et. al, 1976),
4

the most prevalent communicative behaviors in terms offrequent usage during

"an average working day, and the most troublesome in terms of potentially

contribution to communication problems (Manna and Wilson; 1977).

Yet, researchets should be cautious in generalizing from these findings.

Other fdctors such as organizational size and size of the training staff might

impinge on the availability Of communication training. In this study I conducted

an exploratory analysis.on the relationshiplfween topic,frequency and five

demographic variables and found a significant association between size of .

training staff and frequency of offering communication training in five areas
/

handling grievances, persuasive speaking, presentation of oral reports; use of-

visual materials anCconducting negotiation sessions. (Size of contingency tabled,

X
2
and p values are reported in the appendix). Three of these topics -dentered

on presentational speaking. Therefore, even thouglf trainers placed less

emphasis on performance skills and more emphasis on interpersonal and leadership-1

condmuni:Cation, the size of training staff affected the conclusiveness of

these findings. -

9-
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Questions 2 and 3

( \ .

,..

/ These questionp tapped i ormation'on 'the types' and pyimay% sources for- .

\-

\

i
, preparing instructors teac communication seminars. Although 47C of the

.; ' - .
. ,

respondents selebted colle0a.comm nication classes as a primAry- source of

% traini 37% noted that instructor alsb received,preparatiori from in-house

: seminars for trainers and 35% indicate' that practitioners attended communication

education prograbs sponsored by other co anies. The sources of training on

instructional methods. were equally divided Mong in-house programs ( %),
t '

J '

. sleminars offered by a profeSsionaY associatio -,(35%),.8ollege classes (39 %),

and training prograMS sponsored -bY another compa

Three respondents mentioned that hig14.7-tr'ain

(30%)." /

well - qualified consultants

were hired to conduct ,communication training.. A nussper of these consultants

, .

had raduate degrees in Speecb-communication as well as former eaching

experience.

Respo

.

to these questifonS suggestedthat colleges
.

,

source for preparing trainers in communication content and Ito some degre e, in

ere sill the prima'ry

instructional methods; how ever, inzhouse programs and p rofes -oriel .organizations
*Ns .

were playing an,Active role in training the trainers.

Que tion6'4, 5, 6, and'7

These four questions-centered on the'ways that trainers carried out their

teaching .and course evaluation functions. More specifically, these 'auerdes

. ..k,-

addTesed.stich issues as how trainers choose: l) tfle communication courses
\ . . %

. . .

.i.to offeT, 2) the course objectives to establish, '3y the instructional metfibds

to use, hd 4) the course evaluation procedures to follow. .Subjects' were asked'

to indicate on a five-point scale the extent to which they used each of the

alternatives listed. 'Table'3.suMmarizes sum of ratings for each alternative,

the dean rating. and the'percentages of respondents who circled scale points
'

4
one and two, scale point three, and scale points four and five. *The percentages '

*a)

o,

for scale points four and five--to
.

agreat extent And to a very great extent--
) .

o

.11) ,
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served As thesis for Comparing xesponseS.:

o

, \ . OF .

.
-

I

The first question in this section concerned the selection of communication
..,

.
.

%.

topics for training programs. A majority of the trainers (63%) reli extensively

'on requests by clients or by a particular department'in the organization.

Practitioners also employed requests made by,iop management of 'the-erg .
zation

(61%)and'resul s of need assessment krrveyb (49%) to determine course selectlon,
, .

however they rarely relied on trainer preferences (9%) of on topics-
-

't )

included in other training programs (7%) in deciding *which courses to Offer.
. ,

The next questio n focused on setting ohjectives,for communication seminars.

The twofactors which exerted the greatest influence on goal getting for courses-
-.

.

were needs of the participants as determined by d ne eds assessment survey (49%) ,

- .

and subject matter of the course (46%). Responses to the-question on types of

instructional methods used in-communication seminars shOwed that trainers employed
CIO ., '' .

Ak

0 C
eA

ot,variety'of teaching-techniques. Although le&rure-discussion methods ranked .

.
.

.

,

first in overall percentage 465%) of 4eqUent responseS, four other alternativei
..

'Mere selected frequently by siore'than 40% of the trainers. These four methods

(were apglicationqf course content4Eo participants' situations (54%), role-

playing of an orga izAtional event (46%)., case studies (42%), andmedia

presentations on ontent material (40%),.. lk.

The last question in this section escertained'how'Erainersevaluatt the

seffecfiveness of communication semitTars., Theltwo evaluation procedUres which
.

/-

trainers" employed extensively. were individual testimonies from participants
4.

(60%) and postconferenIce checklists (49%) . -Both methods were. more 'subjective

.and. more diffiCuli to document than'the two procedures which received'the

lowest endorsement, determiningcodt-benefit ratio of the'seminar (4%) and
--)

(

8 ,.......,
quantitay.ve assessment of tlie goals participants achieved (19%). In fact,

4 4

almost.th e -forthS Of the respondents (74 %) ,indicated that they sed cost-

benefit ratio- to a very liiile extent and 42/ of them .employed quantitative
. . .

. -

methods of course evaluatileo a very little extent, .
(

P . .

z,2

11 (
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In the meld, these findinp demonstrated that stainers' relied -on 'input .

.
:

f
'

.
....

. , . -

.

from clients or frat top management .to: determine whi.Ch ommUnitatlon'seminars ,
J 1

v, ,

9 V

*13,. to offer, `then they, Conducted a needs asseSsmentibsurvey of participants and
.

.,

. .

combined results of this study with knowledge of course content to egtablish
. . . ,.

1 . ,
.

.

course Objectives They, employ=ed a wide variety of teaching methods ,ts)
-..

, .
,

.

supplement lecture-discussion and they utilized postconference checklists plus .

I/ - .s.. ,
. .

individual, testimony frof,participants to solicit ,feedback on the effectiveness
.

i

of training.programs.
., ;

,

.,.

Que§tions 8, 9 and 1.0 . ...,

't

The next set of questions foCused on the role of trainer§ handling

.

communication problem§ which arise in the organizatioh. As with questions 4-7_,
'

subjects responded on.a :five-pointscalp for- each item. Table, summarizes the

. :

mean rating, sum of ratings and percqntages Tor questions 8 --10. -c

. ....-

In question spondents were asked to,' indicate how ,frequently &ley,
-.-- \,.

. 'D. ..

. .

encountered pwel
,

commuacation probiei,.-; The commu'icatr 'rea that 3
A.

.

a
'' ) . 4,

w
.

.

, ,

maj?rity of trainers encounceed frequently or very fir quently, was +managerial,.
.

i *1 .0
. l'

ineffectiveness as determined try listeni d by_ abilit0tb delegate

responsibiltties and to mOtiate employees (7( %L There was a substantial!
.4

i

-
a. ,0

. 1

break in percedteies between, this probirm and those which were ranked
, .

/' \,
,o

itmediately below it. 'The fiie i;gems below it clustered iiitothe 40 to145%
.

r

range of response )frequency and cover d such issues as deve °Ping trust
. k .

'
a

I

. ,3_, ,.

between supervisor and subordinates, developing fltxibilitq 14 management style,_
r-- .

.
. , .

buildihg-coheiiveneis between membeii off work groups, promott .shared V

t ,
. a ) .

infoFtation between supervisor and

1

subordinate, and improving i terviewi
, Y

4

, ,

sessiods.. . '
,.

,

. -I .,
.

411
.

. .

These findings were.congruent with'cottunAcation topics that he majority .. 4.
. . .

'' ,A0
i

. /

of trainers included-in seminars acrd workshops. Ag.4in, the interp rsonal and

leadership communication skills emerged as the most significantp lication
.

. ----------.

. . \., .

. areas. In like manner, itrrciVing presentational speaking, reducing cqnflicts
. tt t ,

Ix . 1 . ' 0 '. y

i
a ' 1 2

. i

.
`

\ $ : 1

40°
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a

lnetween.departments and reducing message distortion were communication

pioblems that.trainers'seld.om encountered.

Question 9 asked congultants to indicate the frequency that they relied on
At.

specific sources contacts about communication problems. PractitionerA
,N s-

legpended oni'Managers of the work unit where the problem was identified and op

employees in that unit as sources for learning about communication problems (46%).

. ! -0 c....,

Th
. ,

e usevof attitude surveys as a method for discovering communication probleMs
,..

. . -

s-...

received a frequent or very frequent response'by only 16%.of the trainers.
.' 1

.
,

, In the tenth question, respondents'were asked the extent to which they used
4 , s

various approaches .to diagnose and reduce communication problems. The three

approaches that trainers used extensively were interviews with employees who

are involved in the situation (46%), private counseling with these individuals

,

(46%),'and provision of training seminars on the communication topic whichidealt
--..,

'. . ,

with tl,nis particular problem (42%). Practitioners rated attitude surveys (16%)
,

,
,

,

. . ,

and T gr6ups (5%)'as the least extensively used approaches fox diagnosing and

handling communication difficulties.
/ "

In essenc e, trainers encountered interpersonal and leadership communication

problems-More frequently than they did message dissemination difficulties or

problems with public presentations.' liorener, practitionefg learned about
air

eerese 4 t
organ4ational problems frOm managersiandemployees in to work. Unit where

the difficulty'oCcUrxed: Trainers diagnOted and managed these problems by
a

interviewing emiloyees,'coviseling with the people involved in the situation,
,

and offering training sessions on the communication prOlem area.- g

)

Qttestiop 11 .

')question asked respondents if they had linked training outcomes to
. .

. ) .

ob performance, relationships between business, and the outside community., and

to company profitability. 607'% of the trainers claimed that had,taken steps to
4, .1 CO_d,

inttgrate training with job peflp9ance. x.In an open-ended question which probed

-
the type of steps they had taken, their responses fell into emir categories:

13
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i) identifying performInce deficiencies prior

,seminars aimed at improvement, 2) offering training in conjunction with on -the-

in,

to trailing and designing special

*Job projects, 3) requiring,participants in training'seminari to establish

iMprovement objectives and conducting follow-up evaluation sessions based on.objectives

these objectives, and 4) integrating performance appraisal standards and

management by.objectivea into the goal's and evaluation procedures of.the training

programs.

Fewer respondents attempted to interrelate training with improving relation-

ships between business and the. outside community. But the 32% who gave an

affirmative' response mentioned these actions: proiding public speaking

,,_

consultat4n to non-profit groups, conducting communication courses and training

sessions for customers, coordinating a college student internship program, aid

developing training packagesY"to be used by other'orivnizatiOns.

On the third item, 46% of the. respondents contended that they_had taken

steps to interface training goals with company profitability. Responses to

this item were: 1) linking training to performance and then performance to
I

product/ ity, 2)us4ng tra g seminars to improve product development, for

example, the'use of creative problem solving methods tO change pr4uct^design

and thereby increase produCtivity,,T3) offering training seminars on profit

manage economic awareness, and 4) designing training programs to be
,

cost efficient and to .6Ontrol for expenses.
?.

In this guestion, a majority of,Trac4 titiOners

r
contribute to improved one-the-job p

.. ,

the organization:: These results are 1n keeping 'with Wasylik, et.

felt that their programs

ormance and to increased profitability of

.

al. (.1976)

finding& on the goals of communication training. Respondentsit their study

anlinformation and incre4sed productivity' as the most
.

viewed, exchange of ideas

important goals

on reduction of

of training. Of secondary concern were goals whigh 6enter,ed
4

confliCt and'onst.Lman relations Skills.

4
A



Questions.12 and 13

These qu estions centered on the training skills which contributed to

succeS'Oul instruction of communicatil seminars and, to effective management

of communication problems. Y'or each question respondents were askedto rank_

order elevenskilis; an ASTI) list of 65 basic skill reilarements for trainers

. served as the primary source for the eleven. The same set of general abilities

-were used in both questions; hence it was poslible to compare the rankings of

each skill between the two questions. Table°6 summarizes the mean rank and the

percentages for 1 to 3 ranks, 4 to ,7 ranks, and 8 to 11 ranks for the instructional
'

training %kills and Table 7!Rresents the same categories of datafor rankings of

prIblemz-solving abilities.

Empathy and listening skillq received.the highest mean rank.for both

training functions, while persuasive ability and research skills were ranked

lowest for both questions. "Another skill which ranked high fdr both functions

was the ability,t6 analyze problems and diagnose situations. Evidently trainers

see this as a critical function for seminar sessions as well as trouble- shooting

activities. Performafice-related skills such as knowledge of communication content

and flexibility of style to match audience situai471ere deemed mote important

for instruction of-communication seminars than for effectiveproblem-solving.

Corresponding; abi/ifi to recognize conflict and impart problem-solving skills
...---

plus interview competence were perceived as'more significant skills for the'

<4"7problem- solving functions than for instructional activities.

Many of the top-ranked skills for both functions were offshoots of communicative

' behaviors. Thus out job as trainers of the trainers involved skills development,

in listening, analyzing communication' problems, recognizing conflicts, and

developing clarity of communicator style as well as fostering understanding

Of organizational communication theories and principles.



Question 14

In the last question, trainers rated on a five-point scale the relative

importance ofsix suggestions for improving university preparation of practitioners.

Five of them received a high percentage of important and very important ratings.

The recommendation which receixed the 'strongest endorsement was developing an

internship program for students to work -in training departments#477%). The-

next.three opti'ods with a high-percentage of importance ratings centered on

' 'course requirementind- curricula: 65% of.the respondents favored course .

requirements in interviewing, attitude measurement an& data collection

techniques; 63% supported course requirements in assessment of learning goals
7

and in evalution of wo?kshops; 63% wanted universities to offer a special

curriculum for organizatioAl trainers and consultants; however only 39%

of the trainers supported course requiremegrts in quantitative and qualitative

methods. L/-

Providing students with oppoitunitties for experience in.the field, and

, .
', -1 .

.

for a solid background in instructional development were suggestions that

trainers added in the open-ended portion of this question. One respondent

remarked, "Universities, in my opinion, can't do much beyodd the basics to

'train' consultants.' Students,need a theoretical base then sufficient work

experience in businessbefore they'can determine if they are interested or even

qualified to consult."

Discussion
air

Although the findings of this study raise a number of issues worthy of
4,...,.. . -

discussion, this section, will focus primarily on the implisrong of this /
-. research for organzational communication doursesvin lieges. Thesesourses '

mE.be limited to providing prospective trainers with theoretical 'foundations
,, 4

, zither than yractical'experience, but they can imiT;;Ve.eXisting programs in

. two ways: 1) by making theoretical approaches and content areas more applicable
. .

z

.Ato non-academic situations,and 2).by pro iding.opportunities for students to

16>
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develop instructional and problem-solving ekilli.

First, current theories and content.areas in organizational communication

place too much emphasis onfaissemination of information. Downs and Larimer.
.

(1976) report that-upward and:downWard channels of cjImmunication rank first

In the type of subjec. t matter included in coil* organizational communication

classes. Topic areas which. rank high in my survey of trainers, i.e., leadership,

440-%;
motivation, and listening, are ranked in the middle or lower third, of the

.e

content areas included in the Downs and Larimer study. Furthermore, textbooksO .

in organizational communication usua.1,411 contain-at least two and sqmetimes four

chapters on channels of communication, network analysis, serial communication,

and message overload,'distortion and omission. (See Koehler, Anatol and

Applbaum, 1976; Schdeider, Donaghy and Newm an, 1975; Farace, Monte and

Rusee1,9177)

These topics' and the theoretical assumptions which undergird them place

1

undue importance the mechanistic perspective Of communication, (Fisher, 1978)
A -

This theoretical rview accentuates the physical, spacial elements of a message

rath er than the subtle nuances of relationship patterns and the o mplexitiei

of meaning interpretation in organizational settingS, Moreover, by stressing

transmission of messages and message channels, this approach treats' organizational
t

communication as a linear, unidirectional, ,causal activity. Viewing communication

from the mechanistic perspective is not necessarily inaccurate, but it over-
. .

simplifies the complexities that typify organizational activitils.
... .

In addition, empirital generalizations from network analysih and communication
;- . A

channel research are'of little use to non-acadeFic professionals because they T.

fail to explain 'why'such phenomena occur (Grunig, 1975). "Instead, we provide
'r a.

students with descriptions of the types of messages thatliravel up and
\

down the

channels and the modes of communication appropriate for various channelp clithout

sufficient explanation as to why these network_functions develop.

Aa

7 .
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A rectledication to leadership 4nd interpersonal dommunicatipp topics In

organiztions has the advantage of increasing the applIcabality,of'course

`content as well as providing academicians witth a framewOrk'fOr examining the

same concepts across subsystems of the organifition. Wnlike.scholare yho
e

.

recommend divorcing organizational from interpersOnal cohmunication(Downs and

, . .

Larimer, 1 6), I contend that thiS blend,constitutes a harmonious mixture of
?

# interdepen ent concepts: Moreover, this tendency to separate communication
...

, ,

into situations or contexts, e.g., initerperipnal,

leads to overestimating the importante of numbers

small groups and

and underrating

outcomes of a communication transattlon. (Miller, 1978; Bochter,

organizational,

the'nature and

_1978)

Another suggestion to improve the applicability of academic course content

is to reduce the number of content are covered in one classand to unify

these conceptS. Topic areas in beginning as well as advanced organizational

vi-r*

/
communication classe s are often too fragmented and follow a shotgu pattern of

,,./ .

1
.

development. As a result, student fail to'synthesize concepts i toNe larger

1,
.

gestalt that depicts organizational situations. .

Secdn4y, organizational communication .programs should provide opportunities

r.

for developing training skills. In particular, programs should require students

to gain experience in assessing and evaltiating learning goals, in designing

training programs for types of audiences and-In utilizidg a variety

of teaching methods. In classroom exercises, instructors should develop role- .

-

playing, case study) and simulation 1110,thods to confront students with realistic

problems and encourage development of diagnostic and conflict-management skills.

so, whenever possibl universities should offer internships and field
-

.

experience in organizations.
.

The image of training programs, business is changing. Whereas some
. .

. . .

people viewed training as a 'fringe benefit' operation with pa&aged insfru'ctidnal

units, they now see.itas a'goal..-oriehiedl problem-solving activirriThea alt

( r #

manpower needs of-theNarganizat
I
on. Moreover, training programs are striving

,

A

18
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to demonstrate cost/benefit:relationships, achi vemtnt of specific objectives,

improvements in job performance, and contributions to productivity. To

accomplish these endeavors, trainers need to rely, on more sophisticated

procedures for assessing learning goals and evaluating training programs. This

study ref ected a change in the tfaditional reliance owattitude surveys;

traihe's in this study rarely employed thlg,method of data collection.

Yet, respondents in this study followed the moyI traditional and less

, //
specific.measures for evaluating training programs--the use of postconference

/

checklists and testimonies rom seminar participants.

As Kenneth Blanchard notes, "No ldrger can trainers specialize in one
a

type of training, e.g., job enrichment, MBO, grid training,...The cad.

ph os phy of 'have training package will travel' is no longer viable...

trainers,are going to have to sharpen their skills in organizational diagnosis...

[

and help, develop more effsptive human organizations." ( "Looking Ahead', 1976,.p.,29)

Universities must do their part to help trainers develop competencies to
(.

meet these challenges :
4

2

A

4.

J
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TABLE 1

fypes of Organizations **

FrequOlc9' and Perceritage of:Responses to
Survey tin Organizational Communication

Type of Oianization,

, 6'

. Frequency of
'Responses

,

. ,,,,

o . .

. i .
... (

Hardwire MinufaCt6ring and Industrial Prdduct 13
,

. .

Banks and"Financial Institutions 8 15%,',

Priyate Consulting-Firms 7

Hospital 4.

-

o6d Processing and Packaging

Insurance Companies
4

4

Government Agencies_' ,
3

Department Stores . 3
0 o

Utility Companies 2

)
MediMorporations 2

$

Civil Ec,Religious Organizatidn ,

4

% of Totil
RespOnses-

11%

7%

. 7%

6%
...

4%
.

'4%

47.

a

TOTAL .. 54 , 1007.

t 1

.

p

6 1

**The names of specific orgeniiations represented in this study_are withheld
to preserve anonymity in,the reporting the data.

vs 1
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, Table 2
.

. .

. .

. i
-

,
.

.

Communication TOpics.Included n Training Seminars and; Workshops,...

A .

.A

C c

% of !yes'
.

,.

.*,
.

, .

. Responses

/ . ,
,

A. Interviewing 517.

(

4

. t

c

1. Performance Apptaisal Interviews
2. Employment IntetViewa
3. Counseling Interviewif
4. Exit Interviews'

B. Interpersonal Communication'Skills

,

1. Communidation.Style-
2. Listening' ..

3. Coaching.bkill
4. Nonverbal Communication Skills

C. Leadership and Cpmmunicatiod

1, Motivating,People
2. Delegating Authority
3. Giving Criticism
4. Handling Grievanqea
5. Giving Dirdctions

D.,, Message FloW in Organizations

I. Downward CommunicatiOn
2. Upward Communication

Lateral, Communication
4. Rumor Channpl

,.

'E. Communisation Climate

1. , Participative Decision-Making _J
2. Supportivenees Between Superior and
3. Openness-Between'Employees .

,

4. Trust, -and Credibility Levels Among

5.; Sufficiency of Information
L

F. Presidential Speaking V4. .

1. Use of Visual Materials
2. Sales Training
3. Presentation of Oral eports ,-

4. Persuaeive$Paaking ",,,./

G.' Written Communication

1. Memorandum and imttet Writing
2.- Pteparation of Technical Reports
3. NeWsletters,_Pfess Releaies

21.

.
4 .8114

',

%

42%
23%.4.

, 607.

68%
. 67%

-537.

517.

687

8§%
74%
657

58%
56%

IP
40%

47%
46%
33%
33%

. 50%

,. 70%
tibordina es ' 61% 40 '

! 44%
ployees , 4;

, 3 3%

;

;

,

33%

Ft
517.

44%
44%
'26%

38#°

637.

39.7/1/

a 127.
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Table 2 (tontinued)
. ,

H. Group Communication

1. Running Effective Meeting.
2. TeamiBdilding: 4.
3. COnference Planning.

. 4, Negotiation Seesieds
T Groups, Encounter GrotOS

9
0

Six CoMmunication.TapicsiWith'Hisheef Percentages

°1. I4otii.ratidg Pebple

,Performance,Performance Appraisal IneervieWs'
3. .Delegatig Authority ,

4. DecisiOn,Making
5. Communication,Style' , =

6. Listening

j:

cz,

357.

537.

'537.
:' 3Q7,,

197.

187.

4

4
# -

o- j" - ,

Six Communication Topics 4th Lowest Percentagei .,-

I.

4
86%
817.

74%
70%
647.

6770

1. Newsletters, Press Releases
-2. T Groups, Encounter Groups
'3. Negotiation Seesions

-- 4. Sufficiencof Information
5. Persuasive Speaking

10

'

v/74f;

1 0. 12% t'

187.

19%

v. 25%
26%

)

Ctv

,

3 .
00,f 31.'(

1'4 4
1,1*,

;
4 444 ,
..,!... ..,.. ..* Aw.

e l' 4

we
,... , ' t, 11",,,--4:1 : ,..

O

o
.
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Teaching and Coil& Rvialuation functions of Trainers

Mean Ratings; Slim of Ratings, and Percentages of Responses for Sets of Scale Points.

J

TABLE-3

$

' ,
, ,f-Question # 4 How do you Mean Sum c N 7. of RespOnsess-for 7. of Responses for 7. of Responses for-determine which communi- RatiRatings Scale Point 4 & 5 Scale -Point 3 Scale Points 1 & 2cation courses to offer?

. .-

q

Alternatives. To A Great Extent. To Some Extent To a Little Extent

department. , ' 63

1. 'Requested by the client 6, ,
or by a particular

7:

cular
.

2. Requested by top
Management 3.4 19 52

t 3. Based on attitude
6

surveys. 2.5 _140 51-

;
4. Based on a needg

adsessment program 3,2 181 51 -

5. 'Individual trainer
chooses - topics that -, -

. he/shprefers . ' '1:8' 103 48e'
.,,

.. -. i

.Requested by manager "
of the training

.

department .

2.8 159' 51

6.

7. Included in trainIngl

,programs offered, Sy
other companies 1:8 104 '47'

217. 4 11%

627. 1§%

267. -199.

497. 1 217.

97% 2-17.

.1

197. .

0

497;

257.

607.

37% .

...' 257. 33%V

- .

77. 267. Q 547.

p
4'

1, At
-

I

24
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11, Mean. Sum of N % of, Responses for, 7. of Responses for

Rating Ratings Scale Point 4 & 5 Scale Point 3

-7 .

A

7..of Responses for
Scab 1 & 2
.

. ,
. . .

i 'Question 4 5 How do train-

,.

ers determine objectives.
for communication courses? To A Great Extent

..,
.

.

1. Attitude surveys of-
-participadts. ' _ -'' 2.4

.

Needs assessment of2..

participantd. 3...3)

3. Content of course
subject Tatter. .).t. 3.1.

4. Objectives used in
ptevious course. tiF

,

.

Skills that *trainer;

think participants
want.

. Question,# 6 'How fre-
quently to you use the
followl,ng_:methods in

training seminars?

.1» Lecturediscussion. 3.6

.

0 2. .Role playing. p.1

3. Case Studies. -3.0
.... .

. 4. Simulations oflln
Organizational context 2.2

'5. Lecture-perfotmatce
of participants , _'-- 2.5'.

25

138 .. 50'

.100 -.: 52

176 '.. 50..,

. -

139 49.

52 "

)

05. 51

178. . 51

:172 49 ''.-',

125t 47

19 51 -

497..

, 467. i

21T
-

To Some Extent

212: .

337.

'287.

.To A Little Extent -

"47%

147.:

197.

-157 35%

44.

307. ) 337.

/

14,

Very Frequently

657. 1.

;...

467.

42%

,

..=

19%

147.

1

Occationally- Seldom

1

'40%

'23%

257.

28%,

197.

1

7%

257.

. 21%

49%

407.

0

.26

-P
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r

Mean Sum of N
Rating Ratings

i.,

6. Media Presentations 3.2

7. Videotaping of
participants ' '2.2

8. Application to patti-
_,

cipants situation , 3.5

Question # 7 To what e ,

extent do.you use each of
the following methods ,to
evaluate training program?

1.J1 Bostconfeynce
views.

2. Postconference
checklists.

2.6

3.1

3. Qualitative assess-
-went of acquired

communication skills. 2.7

4., Quantitative assess-
ment of goals achieved.2.3

Instructor effectivl-
mess evaluation

6: Individual testimony
froth participants' 3.4

7. Determining cost -

benefit -ratio of
seminars. 1.6

480

127

198

-51

50

. 50

151 53

179 53

154 . .50

130 49

166 52

196' 52 ,

92 *49

% of Responses for
Scale Point 4 & 5

7. of Responses for
Scale Point 3

''of ReSpoNoes-r
Scale Points 1 & 2

uno"

407 357. 14 1:-1

16/ 267. 517.

54% 307. 977.

To A Great Extent

267.

491

307.

-197.

I

:267.

607.

47.

o

To Some Extent' To A Little Extent

267. 467.

191 302.

337. 307.

307. 437.

497. , 217.

257. 127.'

16%. 74%

2 "
28
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TABLE it

Communication Problem-Solving Functions of.Trainers

Mean. Ratings, Sum gf Ratings, and Percentages of Responses for Sets of Scale Points

Question # 8 Indicate Mean SUm of N 7. of Respondes for 7. oE Responses for '% of Reiponsei for

the frequency that train- Rating Ratings Scafe'Point4 & 5 Scale Point 3 Scale Points 1 & 2

.ers encounter each of the
following problems?

Alternatives - - Very Frequent , Occasionally Seldom

1. Developing trust levels 3.4

2. Developing flexibility
in mgmt. style. 3%4

'3. Building cohesiveness. '3.3

4. ,RadUcin6ifiesage
r4sOrtion. 3.0

.

5','"ihmuoting sharedA
information. 3.4

Improving presentational

speaking. 2.8

educing conflict.
bet eendepartments 2.8

8. Improving mAngerial
effectiveness 3.8

.

9. Improving effectiveness
in riming meetings 3.0

10. Handling hostile
customers. 2.6

191

193

190

173

53

'53

St

53

P.

407.

.42%*

447.

367.

194 . 53 467. .

158 .53 267.

181 52 214

216 52 707.

169 51- r 357.

153 - 52 25%

. -

457. 127.

427. 147.

407. 147.

317. .N17.

A'

,.377. 117.

'287. 447.

427. 327.

197. 77.

53% 267.

287. 447.



Mean Sum of N 7. of Responses for 7. of Responses for 7.,e4 Responses for
Rating Ratings Scale Point 4 & 5 Scale Point 3 Scale POints 1 & 2

11. /mprovi interview
*sess ns,

12. Counseling personal gi
problems..

Question # 9 How 9fien
do these sources affetion
as contacts about communi-
cation problems?.

1. Managers ofthe
.department where

\..J the problem was
-identified.

Employees-in thl$
department. ;

«

3. Personnel staff :
through attitude
sur eys,

. ,
kr

,:

4. Manager ofthe,
training department.

31

39% 28%

148 54 257. 237.

3.1 174 51

2.6

VeryiPre
1

quently Occasionally

3.2 185 50 46%

.

..

2.7 ,158 50 , 287.

3.2 184. 49
,

2.3 132 49 k 167. 287. -

46% . 35%,

39%

357.

a

a

25%

497.

tiD

E-
Seldom '4_,

V

97.

.
47i,.

307.
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t.

Msan *Sum of -" N 7. Of Responees Apr 7. of KespOhnes for 7. of ge6police6 for

=Ratiitg Ratings -Scale Point 4 & 5 -Scale Point 3 Scale Points 'I.& 2
/

-.
Question # 10- .1ndicate
the extent to which trainers..

use these approached-to
diagnose-end manage

V- communication problems?'

-1. Interviews with
employees.

2. Attitude surveys.

Private counseling
with individuals.

4. Organizational
...development programs.

5.:Semlnars on the
communication problem
area. .

T-groups .

PAL

To A Gregit Extent. To Some'Extent To A Little'Extent

3.3 187 52 . 467. - , 327

2.5, 145 52 161 37%

,,3.1 177 51, .467. 237.

2.4 134 50 _237. 237.,. -

A , .
.

7 1.
3.1 176 '52 42%- 33%

, 1.3 71 . 48 I 57. ..
' 4%

197.

447.

267.

v

47%

21%

817.

33

t/

`

\ .

0 ,t.

34
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TABLE 5 -4

estions for Improving University Preparation ofTrainers_and Consultants

Mean Ratings, Sum of Ratings, and Percentage of Respdnses for Sets of Scale Points

estion # 14 What Mean Sum of N % of:Nery 7 of Very .7.7. of Very

Iii

i ould universities do Rating Ratings Important Important Important
improve preparation Responses , Responses ,Responses

f raining professionals?

.

Offer internship
r programs in training
departments. 3.9 221

4

-Require courses in
interviewing, attitude
measurement and'date,
collection. methods.. 3.6 205- 49

. Require courses in,
assessment of .;.i/7 '

.learning

evaluation of eidinkrs. 3.6 205 49

,

. Offer a special
cucciculum for Wain-
ers and .consultaqs. , .3.6 205 49

. Offer more course- .

6

work.ixvorganivational.
development. 3.5 198 49

/ .

,m; Require courses in
quantitative analysis

/ of 'late. ',.I. 177 48

77%
%

.

tr.

77.
4

657.' .23% r 37.

637. 2817.-

,
. 637.

e
257. 5%

-) 537. 37% 2%

:39% 42% 97.

aNTO T. TT
.

10

I

.t



Table'6

,RanKOrder'and Rank Percentage bf-Trainidg:Skills
4

r
..1., ..Skills for Successful Instruction of Communication Seminars .

c
..

.

. , ,
,i,

-. s , e

Rank Order ' ,Mee 4,..(n

Y

7 in * : - in*.r. % in,*
of

.....

Skill RaAk . 1 to 3 4 to, . 8 to 11 \-
Mean Rank Rank Rahk '! Rank'

..

4--

1 Ability to listen: empath 3.16. 547 ,17?: 9%

2 , Knowledge of Communication
content --\ 3.61 54%

3 Flexibility of style to match
'audience situation 3.67 61%. 428% A'

1

6,4 Ability(to Tecognifie conflict:
and impart problem-solving .' v

skills s
i

4.98 .327 47% . = 214
.

37% '' 9%

Ability to analyze problems.
and.diagnose° situations

Clarity of wtitten and
ral communication

3.86 '51% 39% 11% °

:

4,98 35% .39% .1: .267

7 Ability todbe effective in' . .
.' .

,forial and infokmal -

situations 15.07 '35% - 357 '30%

Ability to evaluate the
effectiVeness or ineffec-
tiveness of one's endeavors

§ Interview' competence

10 Persuasive ability

11 . ,Research skills and ability
to interpret data 8.23 127 14% 74%;

6.32 23%. : 33% 44%,

7.05 237 21% 56%

7.12 187 ` 21%

*Percentages ate rounded-off to whole integers.
Ay,
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Table 7,

Rank Order,and Ramic Percentages of Training Skills

Skills for Effectiv Management of Communication Problems in drganization7s,

Rank Orden'. .

. of
Mean ,Rank

0
I

2

3

4

6

7

8

9'

1

10

Skill
, c

4

Mean
Rank,

.

% in *
1 to 3
Rank

7 in *
4 to 7
Rank

- .

Ability to listen, ..

empathy 2.47 72% 257.

Ability to analyze problems
and diagnose-si.tuations 2.46 75% 25%

Ability to recognize
conflict and impart
.problem-solving-skills - 3.79 47% 447.

Calr,ity of written and

oral communication 5.00 32% 42%

Ability to be effective An
formal and informal

5.23 30% 40%

Inter4iew competence 5:18 3572 26%)
.

Flexibility of style to
match audience situation 5.65 35% 3070

Ability to evalu the

effectiveness 93,4 effec-
,

/

tiveness of one's endeavors 6.00 25% 3370

Knowledge-Of-Communication
content 6.05 2570 3770

Persuiiive ability 7.00 1770 30%

Research skills and
ability to interpret data 7.84 167' 1670

11 ,

7 in *
8 to 11
Rank
-

4%

0

9%

26%

30%

5%

42;

38%
. . .

5370

6870

*Percentage' are rounded-off to the whole integers.
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APPENDIX I

The nine chi-square tables on degree of association amorfg the demographic.
variables in this study are-described below:

1. Size of Organization X Percentage of Communication (6 x 4), NS
*

.,,,7---,.,...

I
;, o

'2--;-- SJie of drganieation' X 'Importance of,Communication (6 x 3), NS.., ...,,,

1

3. Size of Organization X Speech-Communication Educaiion (6 x 5), NS

4 . Size ofTraining,Staff X PercetItage of Communitation ( 6 x 4 ) ,

X =_30.87, df = 15, p <'.02

5. Size of Training Staff' X Tiport*ance of'CommunicatiOn (6 x 3),
X = 42.94, df = 10, po(.001

'6. Size of Training Staff NP`Speech-Communreation Education (6 x 5),.
X2 =,38.43, df =go, . p<.01

7. Format' Education Level X Percentage of Communication (4 x 4), NS

8. Formal Education Level X Importance of Communication (4 x 3),
X2--= 20.08, ,df = 6, 'OC.01

.
.

;-/
9. Formal Education Leyel X Speech-Communication Education --(4.x 5),

X2 - 22.25, df = 12, p4;.05 -....

APPENDIX II

4$

Chi-square tables on'the relationship between frequegcy of/topics covered
in training seminars And select-demographic data are described below:

1. Size of Training Staff
X'.= 17.16, df = 6,

2. Size of Training Staff

X Handling GrieVanseAt (2.x 7) ,
p4(.01 - .

X .Persuasive Speaking (2 x 7),

, X2 =17.94, df = '6, ' p.01
o

3. Size of Training Staff X Presentation of Oral Reports (2 x$7),,
. X =- 17,192, df = 6, p,01

4. Size of Training Staff X Use of Visual MaterAals (2 x 7),

IX = 15.83, df = 6, p.01

5. Size of Training Staff X ConductingNegotiation Sessions '(2 x 7),
12 =14:47, - df = 6, p.05

39.


